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Foreword 



Organizations have careers in much the same sense that individuals 
have careers. In the tracing out of organizational careers, a number of 
changes can always be detected, even among the seemingly most 
stable organizations. 

Change in organizations comes about in many ways. Some changes 
occur with the size of the organization and some changes occur with 
the maturation process. Also, organizational change results, sometimes 
dramatically but most often not, from the succession of people 
through key offices. Similarly, a kind of evolutionary change in or- 
ganizations can be seen as they adapt to forces within or conditions 
of their environments. To some extent, changes of this order can be 
called “organizational drift” because they frequently go unnoticed by 
those who direct the affairs of an organization. The effect of these 
rather gradual changes are almost imperceptibly viewed over a short 
time span but sometimes loom large when the overall career of the 
organization is considered. 

In addition to organizational change that might be characterized as 
drift, change comes about in organizations by design or deliberate 
plan. Being seemingly “self” conscious about ends to be achieved and 
means of achieving ends, organizations strive for survival, if not per- 
fection, and seem constantly to be proposing and carrying out change 
plans. It is this latter type of change, planned change , w hich is treated 
in this publication. 

This publication is a report of a seminar conducted with public 
school officials by the Center for the Advanced Study of Educational 
Administration at the University of Oregon. The seminar, considered 
a pilot venture, had as its main objective the enhancement of the school 
officials* understanding of the planned change processes and of their 
skills in carrying out planned change. In formulating the design of 
the seminar we were aided by members of the Committee on Inservice 
Education of the Oregon Association of School Administrators. Some 
changes in the order and nature of events were made while the seminar 
was in progress; these changes resulted from the almost continuous 
conversation with the consultants and other interested persons on the 
question, “How are things going?” 

The seminar, held in Portland, Oregon in October, 1964, revolved 
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around two major elements: (1) small group discussions of papers 
prepared for the seminar by four consulting social scientists, and (2) 
w at were termed ‘‘clinic sessions,” These sessions brought the school 
officials and the social scientists together in small groups where atten- 
tion was given to specific change problems that had been, and were 
being encountered by the school officials. In advance of the clinic 
sessions, the school officials prepared memoranda of their specific 
problems. 1 

All of the events of the seminar are not reported here, nor does the 

order of the contents of this publication follow the order of the semi- 
nar itself. 1 

The publication includes three of the four papers prepared for the 
Mminar by the consulting social scientists-those bv Matthew B. Miles, 
Art Gahaher, Jr., and Everett M. Rogers. Unfortunately we were un- 
able to secure publication rights to the paper by James Q. Wilson and 
consequently his work does not appear here, the papers by Richard 
O. Carlson and Roland J. Pellegrin, although thev were read during 
the seminar, were not part of the grist for the mill in the clinic and 
discussion sessions. It will be noted that the papers of these latter two 
contributors present different perspectives on planned change from 
those contained in the papers by the consultants and in the summaries 
of the group discussions. 

• T!* C 5. na j sect ' on this publication is a summary of the seminar 
itself which was made by Donald F,. Tope at its concluding session. 

Some financial aid for the seminar was provided by the National 
Institute of Mental Health of the Department of Health, Education, 
and Welfare. Our indebtedness extends also to the University Council 
for Educational Administration for the aid which was provided 
through its Executive Director, Jack Culbertson. Although thev are 
unnamed here, many persons contributed a variety of talents to the 
task of the seminar and their efforrs arc gratefully acknowledged. 



Richard (). Carlson 
K fi i h Golwiammfr 
Seminar Coordinators 



February, 1965 

UNivFusirv or Oregon, Eugene, Oregon 



Although absent- from this publication, a discussion of The Jackson County 
Story was included in the seminar. This case study exists in published form and 
may l>c obtained from the Center for the Advanced Study of Educational Ad- 

°(, < 2 rcg ? n - (The f( l ckson Cotm 'y Stor y, A Case Study , 

. Fra " k /? r " c f- Un . ,vcrslt y of ° rc eon, Center for the 
Advanced Study of Educational Administration, 1964.) 
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The Place of Research in Planned Change 

Roland J. Pellegrin 
University of Oregon 



T HE TIMES in which we live have been aptly characterized 
as an era of change. We are confronted today with a world 
in which rapid changes, far-reaching in scope and significance, impose 
stresses and strains upon established institutions, h our own society, 
certain major social trends are forging a social structure radically dif- 
ferent from that which existed but a few decades 'go. All institutional 
segments of the society are feeling the impact of these forces. The 
educational segment is feeling their effects as much as any other. 

Education is, in fact, besieged with pressures for change both by 
external and internal forces. Externally, social conditions and trends 
call for changes within the field of education. Prominent among these 
are such diverse matters as automation, technologically induced unem- 
ployment, the development of an economy resting on a highly dif- 
ferentiated and specialized division of labor, urbanization, the ex- 
ploding rate of discovery in nany fields of knowledge, the emergence 
o f disadvantaged and alienated segments of the population, and the 
use of knowledge as a weapon in international struggles. These devel- 
opments (and others) demand adaptive changes in educational or- 
ganization and practice. 

Within the field of education there are also many pressures for 
change. There is widespread recognition among educators that there 
are notable deficiencies and limitations in the content, organization, 
and administration of the curriculum. At the same time, there has 
arisen a higher level of aspiration, a feeling that education can increase 
its contributions to the welfare of society. There is, in short, a belief 
that changes in education are necessary and desirable, as well as in- 
evitable. But this is but a first step toward coping with the problem of 
change. There remain serious and complex problems concerning the 
nature of the changes that should be introduced, the method and 
timing of their introduction, and so on. In order to cope with such 
problems, we need much reliable knowledge we do not presently 
have. How shall we get it? 
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The Search for Reliable Knowledge 

In seeking answers to this question, it is appropriate that we begin 
by looking at the various approaches man has developed through the 
ages in order to “solve” his problems of existence. Man has always 
had to adapt minimally to his environment; he has always had to 
cope with uncertainties; he has always been faced with a host of ma- 
jor and minor problems. In other words, man has forever been plagued 
with the need for knowledge, with the need for controlling his en- 
vironment. 

As we know, he has responded to these needs in a number of ways, 
developing a variety of approaches to meet the questions and uncer- 
tainties that have continually confronted him. We may describe these 
as follows: 1 

1. Appeal to the Supernatural. In our thinking, we usually associate 
this approach to problem-solving with ancient or primitive peoples. 
It is true that in our “rational age” few of us seek to analyze, compre- 
hend, and manipulate mystical forces in order to solve our secular 
problems. Other aspects of this approach remain quite common, how- 
ever. For example, it is widely assumed that much about what is called 

human nature” does not conform to natural laws and is not suscept- 
ible to rational analysis. Such thinking views many human problems 
as insolvable through rational efforts, and relies on faith for ameliora- 
tion of conditions. Also associated with this approach is an attitude 
of resignation in the face of problems sometimes accompanied by a 
hope that if nothing is done the problems will somehow take care of 
themselves. 

2. Appeal to Worldly Authority. This approach, of course, relies 
heavily on tradition, custom, and habitual ways of doing things. Pol- 
icies and practices are justified on the basis of longevity and persist- 
ence, the assumption being made that if something has endured there 
is good reason to continue it. The approach has many facets. One 
which remains in common use, for example, is the justification of a 
practice because it was recommended by a person of high prestige. 

3. Intuition. This approach assumes that some persons are especially 
competent to render sound judgments because they are gifted with 
talent for insight. Intuition is a mysterious process, unclearly related 
to rational or sensory analysis. The approach is often indistinguish- 
able from the first one we discussed. 

4. Common Sense. The alleged ability of the individual to reach 
sound conclusions on the basis of his reasoning capacity and his experi- 
ence for ms the groundwork for this approach. It assumes that the 

1 The following classification is found in Stuart Chase, The Proper Study of 
Mankind (Rev. Ed.). New York: Harper and Brothers, 1956, p. 3. 
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combination of reasoning powers and personal experiences provides 
sufficient guidelines for action. 

5. Pure Logic. Of all approaches, this one places the greatest reli- 
ance on human faculties as a basis for decision-making. It emphasizes 
the use of logical reasoning and rational analysis; its primary method 
is deduction. Reliable knowledge is viewed as the product of logical 
analysis. 

6. 1 he Scientific Method. In brief, this approach rests upon the 
gathering of facts and their analysis by means of induction. It is the 
only approach that emphasizes the systematic collection of empirical 
data as the foundation for principles and theory. It is, I believe, the 
only approach that can provide us with a high probability of success 
in our search for reliable knowledge. Later on, I shall discuss in some 
detail the nature of this approach and what we can expect of it. For 
the moment, hov/ever, let me make a few remarks about the other five 
approaches. 

All have a common failing— the percentage of error is quite high. 
They are but rough guides. While any of these approaches may at 
times lead to sound conclusions, each is also a road to serious mis- 
takes. None provides a means for checking findings that is based on 
observed fact. 

Each of these approaches can easily be subjected to devastating 
analysis to demonstrate its deficiencies and inadequacies as a basis for 
decision-making. I will spare you a detailed analysis, and will con- 
tent myself with a few comments about one of these approaches, 
common sense. 

As an approach to problem solving, common sense is deficient for 
a number of reasons. For one thing, the experience of the individual 
is limited; for another, reasoning ability varies considerably from one 
person to another. Even more important, however, is the fact that the 
exercise of common sense suffers from procedural, empirical, and 
theoretical inadequacies. Stuart Chase had the following comments 
to make on this subject: 

Eddington, in a famous passage in Space , Time and Gravitation , 
has shown the limitations of common sense. What nonsense, he 
says, to think that the table on which one writes is a collection of 
electrons moving with prodigious speed in spaces relatively as 
empty as the spaces between the planets in the solar system! 
What nonsense to believe that this thin air presses on every square 
inch of one’s body with a 14-pound weight. What nonsense to 
think that the light one sees in the eyepiece of this telescope left 
a star 50,000 years ago. 

Common sense tells us that the world is flat, that the sun goes 
around the earth, that heavy bodies always fall faster than light 
bodies, that boats made of iron will sink. The practical man, that 
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paragon of common sense, was once defined by Disraeli as “one 
who repeats the errors of his forefathers .” 2 

In virtually all spheres of activity, we attempt to solve our problems 
by falling back on common sense and other defective approaches. 
This is no less true of education than of most other fields of endeavor. 
Let us now turn our attention to the bases for decisions, problem- 
solving, and changes in education. 

The Bases for Educational Policy and Practice 

On what bases do judgments rest in education? What is the ration- 
ale underlying existing policies and practices? To what extent do in- 
novations rest oil a foundation of reliable knowledge? 

In pondering these questions, we cannot fail to be impressed with 
the extent to which reliance on authority (tradition) is used to justify 
existing policies and practices, and the extent to which common sense 
and intuition are used as springboards for innovation. Haskew, in a 
discussion of approaches to educational improvement, said: 

One traditional answer has been to get as many people as possible 
to use rational judgment, as best they can, to agree upon (a) what 
is desirable and (b) what will be likely to bring about the desir- 
able. Another traditional answer is to produce hypotheses of 
what might be better and to test those hypotheses in some con- 
text of evaluative control. A third approach is to investigate and 
record and then to deduce; deductions may become the basis of 
planned and directed progress or they merely become subject 
matter . 3 

All in all, Haskew’s evaluation of the foundations of policy and 
practice is rather charitable. Griffiths, speaking specifically of the field 
of educational administration, is somewhat caustic in his remarks. 
“Much of what is now taught,” he says, “is composed of the testi- 
monials of successful administrators, the folklore which has accumu- 
lated over time, and an odd assortment of ‘promising practices.’ ” 4 
If we continue to focus attention specifically on the field of educa- 
tional administration, we see that in the intellectual atmosphere that 
prevails, described by Griffiths as “value bound” and “practice ori- 
ented ,” 5 a great deal of policy and practice rests on a foundation con- 
sisting mainly of ideology and dogma. Hills, in discussing this fact, has 

2 Ibid., p. 4. 

3 Lawrence D. Haskew, “A Projective Appraisal,” in Daniel E. Griffiths (Ed.), 
Behavioral Scietice and Educational Administration. The Sixty-third Yearbook 
of the National Society for the Study of Education, Part II. Chicago: The Na- 
tional Society for the Study of Education, 1964, p. 337. 

4 Daniel E. Griffiths, Research in Educational Administration: An Appraisal 
and a Plan. New York: Bureau of Publications, Teachers College, Columbia Uni- 
versity, 1959, p. 5. 

5 Ibid., p. 12. 




